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It isn't so much that crisis plans don't work properly in 
emergency situations, but that, generally speaking, they 
are totally irrelevant. 


What you need in emergencies is the support of people whose 
names, or functions, aren't normally included in crisis 
management plans. 


Find out who these people are (they are almost never 
department directors or unit heads); get to know them; 
and develop a sense of trust and cooperation between 
your unit and theirs, so that in a crisis they will work 
as hard for you as members of your own staff. 


Begin with video of oy la French-language TV news bulletins and 
newscasts the day of the shdtings. Make reference to the display board with 
English- and French-language newspaper articles. 

Explain that Ann and | have divided the presentation into two parts. IKW 
will provide an overview of the initial decisions taken during the first few 
hours and days after the shootings. Hopefully KW will also provide some helpful 
hints about what to do should you ever find yourself in such a situation. Ann 

—willprovide an overview of the longer-term decisions and the impact that the 
shootings had on Concordia and the wider community -- right up until today. 

Explain that we will answer any questions whatsoever ee ol 
both concluded our remarks. Refer directly to people's hesitancy to ask 


indelicate or seeminly morbid or unduly curious questions. We're here for 


interaction. Nothing anyone could ask could be any worse than what we have 


lived through this past year. 


1) - | want to begin with a reference to an article in CASE Currents 
Magazine this past March about the effectiveness, or lack of same, of so- 
called "CRISIS MANAGEMENT PLANS." The article was entitled "Here Comes 


Trouble." 


2) - What author Matthew Maguire (Director of News Services at 
Rensselaer Polytechnic Institute in Troy, N.Y.) said, in a nutshell, is that most 
of these plans aren't worth a hill of beans, and for the most part | agree. 

ik 

3) - The big drawback with emergency preparations is that you may 

foresee every eventuality but one, but if ee to be your bad luck that that 


particular eventuality is the one that turns up on your doorstep, then the crisis 
blueprint won't have served much purpose. 

4) - As Maguire says, every PR person should at least have a list with 
phone numbers of the key players to contact if a 747 should crash into your 


administration building. 


5) - But, if the Concordia shootings taught me anything, it is that you 
have to take every crisis as it comes, use your experience and basic common 


sense, and take it from there. 


6) - Concordia, by the way, does have a very impressive set of red- 
coloured binders called "Emergency Response Manuals." They come in various 


sizes (depending on where you sit in the hierarchy) and they contain different 


sets of instructions depending on what it is that you are expected to do in the 


event of a major incident. 


7) - Although Concordia's crisis plan was prepared after the shooting of 
14 women at Montréal's Ecole Polytechnique, our manuals tend to concentrate 


more_on things like chemical spills and fires than they do on acts of violence. 


8) - In any event, to the best of my knowledge not a single person who 
was involved in the aftermath of the Concordia killings -- Ann and myself 


included -- ever consulted the emergency manuals. 


9) - The advice | want to give you, then, is rather than spending time 
drawing up weighty master plans for the entire University bureaucracy, stick to 
drawing up your own personal list of names and phone numbers, the ultimate 


"little black book," to get you through your day or week from hell. 


10) - Now keep in mind that Concordia is a huge place. We have 30,000 
people, two campuses located five miles from one another, and 80 or so 


buildings, many of them in rented facilities that we share with other tenants. 


11) - What | have to say may not apply to a small campus operation where 
the PR Director is lucky enough to bump into the Campus Security Chief every 


day in the parking lot. 


12) - But my suggestions do apply to large institutions where your daily 
work in PR probably doesn't involve the circle of people you'll actually need 


when the bullets start flying. 


13) - The four key sets of players for me last August 24th were the people 
in Security, the Chaplain's Office, what we call our Employee Assistance Team, 


and Human Resources -- or as it is oftentimes known, the personnel office. 


14) - We were lucky enough, if "lucky" is the appropriate word to use, to 


have the killings occur in mid-afternoon. 


15) - Had the shootings happened in the evening when the Human Resources 
people were sitting in front of their TV sets or otherwise unavailable, or had 
the shootings involved students instead of faculty and staff, my department 


would never have gotten the information we needed as quickly as we did, and 


we quite literally would have been eaten alive by the press. 

(As it was, we were treated quite gently by the press. -- other than the 
hatchet job done on us by Maclean's -- and | believe that this was due in large 
measure to the co-operative attitude and "transparent" appearance that we 


conveyed to the media from the first moments after the shooting). 


(| refer to it being more difficult with student victims because it is 
always harder to pin down information on students than it is on your full-time 
staff). 


16) - Nonetheless, and not surprisingly, what the media wanted -- 
immediately, if not sooner -- were names, and dates of hire,and photos of the 
victims, the witnesses, the suspected killer, and just about everyone else in our 


Faculty of Engineering and Computer Science. 


17) - Now my department has tons of material and photos on all sorts of 


people, but it will likely also come as no surprise to anyone in this room to 


hear that fate decreed that we had almost nothing of any real value on the four 


men killed. 


18) - They were "ordinary" professors for the most part. None of them 
were among our research "superstars," and who could ever have foreseen that 


they would become the central players in this tragedy? 


t+Httttetetet+eetest 


19) - Now getting back to crisis plans, I'll bet that any plan worth its salt 
will contain the name and phone number (and probably even home numbers) of 
the PR Director and the Human Resources Director, but what if the Human 
Resources Director is out of town or otherwise off campus or unavailable at 


9:00 o'clock or 10:00 o'clock at night. 


20) - What you need is the name of the file clerk or computer operator 


who knows how to access the files with all the information you want. 


21) - What you also need is someone who trusts the PR staff sufficiently 
to give them the kind of information that under normal circumstances would 
likely be categorized as confidential, such as the name of a victim's spouse or 


even whether there are children in the family. 


22) - And believe me you don't want to be arguing with someone quoting 
"proper _procedures" to you or citing clauses from the "Freedom to 
Information Act" when you've got the CBC national news staff demanding 


information on the other line. 


23) - What | am recommending to you, then, is to think ahead. Develop two 
or three scenarios like a mass shooting, or a hostage taking, or a chemical spill 
or a plane crash right in the middle of your campus, and try to figure out (first) 
what kind of information you'd likely need to know to deal with the press or 
family members; (second) who is best placed to provide that information to 


you; and then (third) build up your own personal network of these people. 


24) - Here's a helpful hint. The next time you need to recruit someone for 
some 50th anniversary organizing committee or something, don't go for that 
bright young woman in the Alumni Office who is so good at organizing events, or 
that eager young guy in fund-raising with the smooth-talking sales pitch, but 
seek out that dull, or even worse, that sometimes surly records clerk in the 
Personnel Office -- the one that your Department normally wouldn't touch with 


a 10-foot pole. 


25) - Over time that dull clerk will start telling his chums in Human 
Resources about the great bunch of people he's met in PR and about all the 


problems they face and all the swell things they do. 


26) - And when he or one of his colleagues gets a call at home at 11:00 
o'clock at night (not from his boss who is out of town and unreachable) but from 
someone like you in PR who doesn't even appear on his or her administrative 
hierarchy chart (because you report to separate Vice-Presidents), he will 
still bust his butt to get down to the office and serve as your lifeline between 


University officialdom and the media. 


+tt++tt+tt++t 


27) - The other all important player in these things is your Director of 
Security and, again, probably more importantly, all the front line people in the 


Security Office, or as many of them as you can reasonably get to know. 


28) - Meet them, get to know them, and work hard to build up their trust in 


you. 


29) - | was the last or second-to-last person into the Hall Building (where 


the shootings occurred) before the police sealed the doors. 


30) - Faculty and students were pouring into the lobby as the building 


evacuation continued from the higher floors of the 14-storey building. 


31) - A was controlled mayhem. Ambulances were descending 
from everywhere and the stretchers were flooding in from the sidewalks. The 
gunman, as far as anyone knew, was still prowling the hallways and might turn 


up at any second. 


32) - The police were armed to the teeth -- their guns drawn. You couldn't 
hear yourself think over the din of the sirens and the walkie-talkies, and in the 
middle of all of this the Police Officer in charge gave the order to clear the 


whole area of anyone whose presence wasn't essential. 


33) - Concordia's Security Director, who is a young man in his 30's, was 
facing the biggest challenge of his career, looked around, took a split second to 


make up his mind, and then picked out four people who could stay. 


34) - Those four people were his own boss, our Vice-Rector (that's what 
most of you would probably call the Vice-President) ultimately responsible for 
security operations; the assistant to that same Vice-Rector; the acting Rector 
(because our Rector was away on vacation) and me. Everyone else was 


unceremoniously ushered out. 


35) - | was probably allowed to stay because our department had made a 
conscious effort a few years ago to get to know the security staff, and to help 
them with their sometimes uncomfortable dealings with the media, 


particularly the student press. They trust PR now. 


36) - A few years ago that same Security Director might just as easily 
have said: "Hey Whittingham, you go out and baby-sit the mob of reporters out 
there behind the police lines," and had that happened | would have been cut off 
from finding out what was going on, or helping to influence in a small way the 
decisions being taken by the Vice-Rector and the Acting-Rector, both of whom, 
as | said, were allowed to stay inside near the command post that the police had 
established in the lobby. | will point out in a moment why that was so 
important. 


37) - The point | want to make is that had the head of police operations on 


the scene given me the heave ho, there wouldn't have been time to argue. 


38) - You have to appreciate what the conditions were like .... victims, 
were being treated on stretchers right there in the lobby. They had bloody 


wounds, and it looked like a scene right out of M.A.S.H. 


39) - In an emergency like that the police and ambulance crews have no 
time for discussion. Orders are barked out, and precious seconds -- no more than 
~ that -- are all that is allowed for what we would normally call reflection 


about how to proceed. 


40) - As the PR person you have to try to stay close enough to the action 
to find out what is going on, but you have to realize, too, that when lives are at 
stake you are priority number 43, not priority number 1, and if you haven't 
already earned the trust of your Security Chief you aren't going to have an 


opportunity to do it in the middle of a what looks like a war zone. 


sg My getting in behind the police lines proved invaluable for several reasons. 
Although we weren't allowed to release the names of the dead until the families 
had been contacted, the information | was phoning into the PR Department from 
the lobby of the Hall Building allowed my staff to confirm, for instance, that no 


students had been killed or injured. 


* The wild rumours that newspeople were circulating on the radio were 
incredible. Someone said that Engineering Dean M.N.S. Swamy had been killed; 
others put the number of dead and wounded at 10 or more. My people in the 
office were able to correct these erroneous reports one by one, and gradually, 
after the first couple of hours, the PR Department became the authoritative 
source of information. Again, that would not have been possible if someone 


wasn't behind the lines -- right there at the police command centre. 


* As | kept phoning in to the office, they would tell me what the radio and 


TV people were saying, thereby allowing me to confirm or deny it. 


Doing that permitted us to calm the fears of hundreds and hundreds of 
parents, friends and relatives who were jamming the phone lines for news of 


their family members. 


= From a strictly practical point of view, the information that | provided my 
staff from behind the lines gave us a tremendous head start as they began the 
awful task of writing obits for the dead professors and arranging to get 


multiple photos prepared of the alleged killer and all the victims. 


- We probably saved a good two hours or more doing this -- and those two 
hours were of enormous importance later in the evening as the senior 
administration tried to regroup and prepare for the media questions that would 


face us at the news conference that we had called for 8:45 p.m. 


++++t¢tetet+et 


41) - My last absolutely essential tip is to get to know the police 


officials who will likely invade your campus in the event of a tragedy. 


42) - In a small community that might literally mean the Chief of Police. 
In a large city like Montréal it means the Lieutenant or Captain at the police 


station serving your district. 


43) - In other places you might want to touch base with the provincial 
police or Mountie SWAT team __or tactical team leaders responsible for 
emergencies. 

44) - Where the police have PR or community relations officers, get to 


know them on a first name basis, too. 


45) - | say this in all seriousness because even if your institution has a 
crisis plan, in situations like multiple killings or hostage takings, the police 
control everything. They move in like steamrollers and quite literally push you, 
your President, the head of your Board of Trustees and anybody else in the way 


right off onto the sidelines. 


46) - They, not you, or your institution, make the life and death decisions. 
The only person they will likely talk to is your Security Chief, so if you as PR 
person are in a position to follow the Security Chief around like a lap dog, you'll 


at least be able to stay on top of things. 


47) - For that reason I'd suggest that you get your Security Chief to make 
the appointments with local police officials and ask her or him to come along to 
the meetings. Oftentimes campus security types are ex-police officers. They 
speak each other's language and often feel more comfortable with each other 
than with PR types who tend to be identified, quite rightly in many cases, as 
media types NOT TO BE TRUSTED. 


48) - The attitude that your Security Chief displays towards you will 
probably be reflected in the way the police treat you later in an emergency 


situation. 


49) - You, your Security Chief and the local police are like three points of 
a triangle that will have to work together when the crisis hits, and the more 
you get to know each other and learn what the job of each will be in a crisis 


situation, the smoother things will go if that horrible day ever arrives. 

(N.B.) Make sure to invite each other to your respective news conferences so 
that information given out by the police doesn't conflict with whatever 
information you are giving out. 


Additional_Tips: 


50) - Personally get to know your EAP people -- the "touchy feely" types. 
Know your chaplaincy services, too. They are the people who will provide liaison 
with the families, who must be consulted in arranging funerals or memorial 
services, etc... Priests, rabbis and ministers are also indispensable in arranging 
media access to church services. (Explain how we fouled up re photographers 
invading the church services and practically sitting on top of the caskets. We 


should have foreseen this and prevented it.). 


51) Explain how their (chaplains') help is as important in cases of rape and 


hostage takings as it is in killings. 


52) - Decide in advance who on your staff is best suited to handle the 
phones and who should go into the danger area. Once behind the police lines, that 


person could be there (and incommunicado) for quite some time. 


53) - Decide in advance which of your office phone numbers to give out to 
provide information to the public. (This may seem obvious, but location of 
actual phone is important. It will be ringing non-stop; is it in a private office 
where someone can close the door; is it blocking your main entry ee ae 


photocopy or fax machine, etc...? 


54) - Meet with your legal staff before something happens to 
determine what is confidential information and what isn't. The confidentiality 


of so-called "normative information" (ages and dates of hire, etc...). may vary 
from province to province. | speak here from personal experience. The police lied 


to me. 


55) - The media will want photos of everyone. Decide in advance who will 
be asked to make the dozens of prints needed in a very short period of time? Do 


you have a home phone number for that person? 


56) - Advise counseling for your senior people; they more than anyone 
else, they are in the thick of things. One of our Vice-Rectors, for example, had 
to identify the bodies where they lay on the 9th Floor. More than anyone else 
they felt the full weight of responsibility on their shoulders, what | will call 


the "If only | had done something differently" syndrome. 


57) - To sum up, what | want to emphasize is that clarity of thinking is 
what is important. Any properly trained staff should be able to do the rest. You 


don't need binders. 


RANDOM___THOUGHTS 


58) - And if | have left you with the impression that | have no 
appreciation or understanding of the benefits of advance planning, let me 
qualify my position somewhat by saying that while | don't believe in preparing 
crisis binders, | do believe in issues management -- or as it is sometimes 


called, environmental scanning. 


59) - These days, for people like us in colleges and universities, that 
probably means issues such as date rape, animal rights, sexual harassment by 
faculty and staff, or maybe the closing down of whole departments or Faculties 


because of economic pressures. 


60) - | do feel strongly that we should put our time and energy into 
thinking how we would get our information to explain these hot issues, 
but let's not waste our time publishing binders that basically repeat -- albeit in 
One place -- names and numbers and job titles that already exist in other 


formats. 

61) - The media treated us very sympathetically, although my bosses 
didn't see it that way. We were praised at this past February's District | CASE 
Conference for our openness to the tragedy. 

* Other than the "hatchet job" that Maclean's did. 

* When guns are drawn, it is no time to attempt to cement a relationship. 


* Find out who you will need and get their home phone numbers. 


Just before | turn things over to Ann, | want to give you some specifics 


about exactly what was done the day of the shootings and shortly thereafter. 


WHAT WAS DONE 


a) We held a news conference at 9:45 p.m. on August 24, 1992, less than 
two hours after the bodies had been removed from the Hall Building. The Acting- 


Rector provided all of the information that we had at that time. 


b) Our most pressing concern, however, was for the internal community. 


As you can see from the handouts that you've been given, we began working 


with the people from our EAP (Employee Assistance Programme) to organize 


sessions on both campuses the day following the shootings to (i) tell all our 
faculty, students and staff what counseling services were available; (ii) to 
encourage them to take advantage of those services; and (iii) to encourage their 
friends and colleagues to seek help if they were feeling overwhelmed by all that 
had happened. 

c) We immediately sought help from other Montréal university EAP 
Programmes because we didn't have enough counselors of our own to handle the 


demand. 


d) We prepared a statement for the Rector to issue to the entire Concordia 
community the moment that he returned to campus. It was posted in every 


department on both campuses. 


e) We organized a news conference for the medfa that was presided over 
by the Rector and the Acting President of the/Faculty Association -- the 
President had been one of those killed in the shotings. The news conference was 


held immediately after the Rector's return to campus. 


f) That news conference was followed by a general assembly presided over 
by the Rector, the three Vice-Rectors; the Secretary-General and the Acting 


President of the Faculty Association. 


g) The purpose of that assembly was to show that the senior 
administration was united and on top of things. The five senior people and the 
Acting Faculty President attempted to answer questions, put an end to some of 
the recriminations about "why didn't someone do something to prevent the 
shootings from happening,” and basically show that the senior leadership was 


itself hurting, and very concerned for the welfare of everyone at Concordia. 


h) My most vivid memory of that public gathering is the sight of our 
toughest Vice-Rector (a big, burly sort of guy) breaking down in tears. That 
emotion -- more than any of our written statements or news releases -- 
expressed the human side of the tragedy for everyone, and | am sure it went a 


long way toward restoring confidence in the senior leadership at Concordia. 


62) - That's really all | have to say for now, but obviously I'll be pleased to 
answer questions after Ann's remarks, or go into more detail, if | can, if any of 


you want me to. 


Some Reasons Why Crisis Plans _Are_Ineffective: 


- You have a well-researched media list. You have alerted all the major 
media on your list about some momentous announcement that is supposed to put 
an issue to rest and some student reporter (not on your list) will ask a 


bombshell question and set the whole debate off again. 


- | have attended CASE Conference seminars on U.S. Presidential visits, 
etc.... Great if you have advance warning. They tell you to establish a media room 
with facilities for typewriters, faxes, coffee machines and the like. What if the 
incident occurs in the building where the media room is located and it becomes 
the site that is sealed off? All of your pre-planning efforts will go down the 


tubes. 


* Make sure to invite each other to your respective news conferences so 
that information given out by the police doesn't conflict with whatever 


information you are giving out. 


« 36 « 


